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The suggestion for the meeting this morning came a few weeks ago from

something that is known as the Management Advisory Group which is not an

organization bﬁt a grouping of a dozen individuals from the Agency who come
from various offices and Directorates and who sit together with the thought in
mind that they could come up with some suggestions and recommendétions
which would help us in the management of the Agency. One of their suggestions
was that I make sort of a state of the Agency presentation; the thought being that
a lot of people on the outside knew more about what was going on in the life of
the Agency than people inside. I find this hard to believe but knowing what the
grapevine around the organization is; but nevertheless it did seem to me_like'a
good idea td do this from time to time and this is what I intend to carry out, I
want this to be quite informal, Ihad rather planned that I would speak for al
while and then I would take questions from the floor, But in the last ten minutes
that's been changed because I've been asked to come down to the White House
and I'm going to have to leave at 11 o'clock. I can keep the President waiting
20 minutes but not indefinitely,

What I did in tryﬁng to get the topics that I thought you would be interested
in hearing about this morning was to ask that the Deputies and various others
submit their lists, These have been consolidated and the items that appeared
most frequently are the ones on my list today., Now I submittvidence that
on such subjects as policy and budgetary squeeze and the future and all the rest
of if that I'm bound to éversimplify and I'm bound to leave unanswered a lot of

questions that you may have and about that I'm sorry. But I do intend to come

back and have the se mee ﬁggrsl:?x}e% 55 eﬁd?ﬁﬁ‘i‘ﬁfﬁ’f‘s CIARD BRI D0 6 K0000ET 9SS
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maybe over a period of time we can handle a lot of these things which aré on
"'_‘};rour mind and which would not possibly have occurred to‘ me,

First off, there is obviously a lot of interest in budgetary constraints,

It is clear to everyone that the U. S. budget has gotten enormous; that some-
thing is going to have to be done about it; that there's a vast preoccupation in
this country with our domestic problefné and the possible solutions thereto; and
that there's a tendency for the American people to look inward rather than out-
ward; and what 'is the effect of this on the Central mtelligeme Agency,

Well, obviously with the monejr shorter and harder to come by we're going
to come in for cuts in our requirements. I don't think there's any doubt about
that, But I don't think that this' is any reason for us to feel that theaﬁggi-is
coming to an end and that we can't survive, I have always felt, and I know many
disagree with me so that this has to be a personal view, that this Agency can do
its work and handle its affairs with an organization that is even smaller than the
one we have %mw, tﬁat the answer to the intelligence. business is its people, their
high quality, not their 'numbers, and that the direction of this Agency should con-
sistently be to try and keep itself manageable and at the same tiﬁme with very
high competence, | |

Now you know it's perfectly natural that in any large bureaucracy people
pay attention to the oﬁes who are working for them, A Cabinet Minister,
obviously, he makes out the fitness reports and pays certain people in his
organization and as a result of this he wants to accept their work and use their

_ work and push them along, This is the most natural thing in human life,
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to us in this -fashion. That the papers that we produce: . have got to be better

" than are produced by any other organization in town or we're going to be out
of business, Nobody looks to a third agency to.get a piece of information or
'to get an analysis or an assessment or an estimate unless they have reason

r to believe that that is going to be better than they can get from their own or-
ganization, This aloné makes it absolutely fundamental that we keep a high
level of performance and that our work as it circulates around town shows timis
high level of performance,

In addition, we have got to maintain the objectifritsr and the integrity of our
product--a reputation we 've established but one which we must maintain, About
this there is absolutely no question., This Agency depends and the oﬁly constituency
it has is on bipartisan support in the Congress and the Presidency, those:two
power sources, We can't go to the country and we can't write letters to the editor
‘and we can't get a groundswell of human emotion behind the Central Intelligence
Agency. You all know that véry well, But as long as we are doing our job and
doing it professionally and doing it objectively, I think you have no reason to be
concerned about the central intelligence concept, It‘ will survive,

In the Senate these days, for example, in the whole spectrum from those
that you might describe as very liberal to those you might describe as very
conservative we do have a reputation for objectivity, They've had a taste for

- this now; they know they can get it when they call us down, This is important
to them, And therefore if we‘can maintain this, asI i)elié_ve we can, 'then we'll

- have the support that we need to continue our work,

Now I get back to the bud ?é&&s%ﬁﬁ@?%lﬁ%ﬁ%%ﬁ%%&%s
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it's going to be heavy going, It wouldn't be truthful of me to stand up here and
- sort of wave my hands and say that a&l’s perfect in the ideal world or anything
- of that kind, Of course we're going to get cuts‘an‘d we may have g réugh time
of it, But I don't think that's somethmg that we need to get unduly concerned
about And above all, I assure you there's p@)ﬁéﬁgs little we can do about it
And one of the things in this life, it seems to me, that's rather pointless is to
get ulcers over something. you can't (gffect. We can &fect it up to a point but
not very much. But I would predict that we will get our share,

I'd now like to turn to this quéstion which comes up so frequently about the
policy making in the Governmeént and the Agency's role in policy making. I sup-
pose this has been most recently on people's minds in connection with the President's
decision to go into Cambodia or into the Cambodian sanctuaries., Before I talk
ébout the Agency's role in these decisions, I would like to get back to first prin-
ciples ifI may and if you think in saying what I'm about to say that I am talking
down to you, I am certainly not doing any such thing, I simply have found that
the most sophiéticated and educated people in this éountry simply don't understand
the United States Government's policy making process, Therefore I would like
to describe it to you very brieﬂﬁr' but based on my personal observations under
‘three Presidents,

Under our Constitution, the President is the Commander-in-Chief of the
Armed Forces and he also makes foreign policy. PERIOD, Now this is his
~ right as an individual andras a human being,. It is not the right of the Secretary

~ of State or the Secretary'of Defense or the Director of Central I.nl:elligénce or

- of anyb °dy o thig Toom o r—sorﬁ%ﬁ’%&hféoﬁ‘ﬁélﬁiel%ﬁklﬁmﬁﬂmammmeoe-s
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- orin open meétings of any kind, even as restricted as that, They usually say
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that advice together into a given decision is almost never known except to him,

Presidents almost never make decisions in National Security Council meetings

that they've heard all the arguments and thank you very much they'll think it
dver'. And then at some point in time the decision emerges. It may be the de-.
- cision you thought it was going to be; it may be something quite different, But
‘in the process of this, no one knows exactly how many other people have t'alked
to the President on this matter. He may have called several Senators on the
telephone; he may have talked to some Congressmen; he may have talked to reli-
gious leaders in the Middle West; he may have gotten a group of black leaders
in from the South; he may have talked to his \;vife; he might have talked to his
daughter; he may have gone to some old friend of his that he went to college
with and said what's your view of this, I dorlt mean this to sound silly; I simply
mean it to indicate that what the Presidential decision usually ends up by being
is some strange calculus or chemistry in his miﬁd which emergés in this form
based on all the things that he has put into his mental computer,

I find that most of the newspapermen in this town are constantly striving
to find out who inﬂuenced the President most on decisio,nl A and they go to vast
bairis to try and find this out, As though there was some particular relevance,
Because if Mrﬁ. A had the influence in decision A, it may well be Mr. B who
: has the influence ‘in"decision B, and therefore the standing of Mr, A in_ the case
~ of B decision may be“zero whereas it was 90% in the case of decision A, |

-Now this I wish you woulcfl take as fact, This is indeed the way it happens,
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- derives from the President, Any Cabinet officer has strength or weakness on
- - any given day depending upon how he relatés’to the President and how the flow
 of Presidential power goes through him into the apparatus over which he pre-
sides, Dean Rusk described this very well ina very short couple of squibbs
- .he had in Life magazme a couple of years ago, I think the article was totally
overlooked because it was written in a kind of shorthand and it was in the back
of the magazine and I don't think people paid much ‘:\a.)ttention to it and if they did
1 don't think they knew what they were reading., But he does describe this process
. very accurately and this is indeed the way it works,
Now we come back to any decision like the Cambodian decision, obviously
| the 'Presi’dent seeks advice from those people whom he thinks can make a contri-
bution, Sometimes he talks to them privately; sometimes he talks to them in
. groups, Sometimes he talks to them on the telephone; ’sometimes he talks to
them face to face, There've been questions in connection with Cambodiéhaving to
do with the extent to which the problem was thought through, were the ‘dom_estic
implications carefully considered, was this done that done or the other done,
As nearly as I can establish, I think they were. Certainly as far as the domestic
side of thlS is concerned, this Agency or its Director has no role in that, And
if you sometime would like to have an interesting experience, you might just try
to advise the Pre51dent 'about domestlc opinion, ' I mean the advice lasts about
five seconds and then you 've gotten the -flrst three or four words out, and then
there's e1ther a stoney look or a pretty quick reply, just like that, that you can

just mind your own business, Once the President has been elected, he figures

o he knows a.bout domestlc/?: htlcal 3%1%(61}'7 1 ol)/bybelke@ﬂx SRR RE6000§0009-5
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State or something of this kind; maybe that didn't get into his computer--I
don't know, But I would just saylthat there's a 1imitation to the role thét each
| -individual among his advisors caﬁ and shéuld play,

As far as the intelligence inputs were concerned, Ihave no policy making
'r‘ole.', Idon't ‘attempt.a policy ﬁnaking role ‘. I attempt to answef the questions -
I'm asked based on the information I'm given by the analysts in the Agency. I
know that recent'ly‘ I've beén criticized by some of them because on one occasion
when I was goihg down for a briefing in one of the Congressional committees I
had two or three pages of text on Cambodia that I didn't think I could read or convey
to this. group and I askéd to have it rewritten and it was done in a very short time-

frame and some of the people involved in the substance of this disagreed about

what I should have said, And since then I know in some quarters I've been accused

of only supporting the Administration's positions, Well, this is certainly not true,
I have nét done any'such thing. And if it would give any solace to those who are
concerned about it, I never used either text, The subject never came up.
Another matter which I know bothers many people, particularly in the Clan-
destine Service, has to do with the pridrity which seems to be given these days
to tec;hnical collectiqn. This Agency pioneered in overhead reconnaissance. In-
dividuals who have worked for or still do work for the Agency deserve more
credit in this field than'individuals in any other part of this Government in any
previous Administration, We -have been in the vanguard of this, considerable
_ ﬂnaginatién.has.be'en' used and sﬁown. Just today another type'of satellite has

- gone into the far out reaches of space, If it works, it'll be the most modern,
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~ e just say that when one looks at this gadget, and I can onljr call it that, Rube
N Goldberg in his palmiest days‘never' could have contrived anything like this,
) And like some of _Rube Goldberg's arrangemenfs, it may just wérk and the coffee
bean that you put in this end may come out coffee on that end,
In any event, technical collection in the last ten years has come on enormously,
It has given us vast amounts of information about the Soviet Union and Communist
China and if's a véry hnpoﬁant part of intelligence collection these days, About
this there is no doubt, Equally, there is no doubt that human intelligence collection
‘is not going out of style, is not goi;i,g out of ‘fashion‘, and becomes even more impor-
tant with each passing day, We can't get any inforrhation about the intentions of the
‘(‘)ther fellow through satellites or cameras or sensors or listening devices, or very
little, We have a very hard time finding out about his re éearch and development
programs through these devices--perhaps the development programs but not the re-
search programs. And we're still lacking some very important information about
the Soviet Um'on and particularly Communist China which lies in these fields of what .
goes on in the human mind and what human beings intend to do. So I can assure those
in th.e Clandestine Service who are concerned about this that (a) they're not going to
be out of busin'elss, (b) the important ‘thing is that they get on with the job better,
I think that I'd iike to skip over another point I was going to make which is the
»discusgion of .‘the‘ Agency's réiationships with the Administration, the Congress,
and so forth.. I'll be glad to discusslthat at another time, I've touched on the one

. relevant point a few minutes ago when I discussed the nnportance of Congressmnal

e support and what I believe to be our standing in Congress now. And I don't think
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onto another type of consideration which has to do with some of the allegations
which get thrown around about the Agency which I wouldn't have thought would be

of much concern to at least the people that worked in it, possibly their families,

 But let me set the record straight on a few points here so this will be done once

and for all,

First, the CIA had nothing but nothing whatever to do with Sihanouk's down-

fall in Cambodia,

Second point. Iknow in the country there's a lot of feeling about the ABM
system and whether the United States should have one, commbnly known as Safeguard.
I know there's been a lot of material in the press back.' and forth about’ the Agency's
positioﬁ versus Secretary Laird's position, and so on, Let me just sdy this.
Secretary Laird and I Work from the same basic material, 'me same raw material,
the same statistic s,A .faéts(.,'vwhat»ever yoﬁ want to call them --intelligence informa-
tion, Eut he is Secretary of Defense and I am Director of Central Intelligence and

these are two very different jobs, Now as Secretary of Defense he has the respon-

o sibﬂity for defendihg the United States of America, Ido not, Ihave a responsibility
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advise the President on what should be done, and their interpretations of it

- they're entitled to have, They have always had them; I'm sure they will continue

" tohave them,. I don't think therefore that anybody in this room or anybody in the

‘Agency needs to be distressed about these newspaper stories.. They simply derive
oﬁt of the _desife .of most journalists to have a story to write and if you can have
é fight between two people.then it makes a better story. This is a simple aspect

- of journalism that éverybody recognizes, including the journalists themselves,
To say that Laird and Helms agree is hardly a story, To say that Laird and Helms
hardly ére speaking these days because of their violent disagreement can get on

the front page of the New York Times,

The third is SALT. There has been a lot of backing and forthing about the
Agency's position on SALT I don't know exactly whence this derived. I do know
that we have contributed to all the de'liberations leading up to the SALT negotiations,
that we have worked on the various working groups and panels, lthat we have con-
tributed everything we know how to contribute particularly the subject of what is
- known as verification, If a SALT agreement is reached, it's going to be up to us

to verify that agreement as best we can through the vai'ious intelligence collection
devices which we have at our disposal., And in this way we are going to have a
particulgrly critical intelligence function. In short, a SALT agreement is going
to make more wak for the Agency-.and more important work, not less,
The disagreemenfs that fly éround towﬁ on‘ the subject of verification derive

" in large rneasurei out of different assessments of what can specifically be verified

- and what cvannot. "And there's a lot of emotion and passion in this as there is in
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L . ducted endless investigatidns, bad our hands thoroughly on the table; and there
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Tables are hammered. Not that this necessarily gets the cause 'forward.but be-
. : . cause there are people around who feel that they are--carce down on a beam of light
K from heaveh to advise the rest of the world as to which direction'niankind should go,

But I see nothing wrong with the position that we've had in these matte?s, par-
tiéularly on this SALT thing, I think we 've made a substantial contribution to it.

- I think we've made a very realistic contfibution. I think the American positions
are in good shape these dasrs and rational and sensible ones, And I think as of
this point we have no cause to be concerned particularly.

The last two things have to do with the My‘Lai massacre and the Garrison
allegations,

The Agency had nothing to do with the My Lai massacre--either in an intelli-
gence way, an informational way, an operational way, a military way, a political
way, or a psychological way. We didn't even know and none of our people knew |
that it had even happened or occurred, This was not cur bag. We had nothing
whate\}er to do with it and I just would like to leave it there, And this includes
General Cushman who was in command at ﬁhe time in Da Nang and to whom this

: whele episode was never repoi'ted. |

As far as the Garrison‘allegations are concerned, these reiterated charges

that the Agency was responsible for killing i’resident Kennedy or 'a conspiracy
| to kill him or connivedv:with the FBI'K fo hide information, and so forth~ is absolute
rubb1sh This Agency d1d everythmg poss:ble it could to cooperate with the

Warren Commlssmn when it made its report, We wrote endless papers, con-

" fen't-one  vord %fpf)l;%%én F%Ilrelgglgalfis%gaa AT T ?&8%%?85?50‘6&8888&8558‘?
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’Lou1s1ana, suddeﬁy look up at me and say but then how could tne man possibly

‘ say these thmgs, I would answer you and say, Idon't know, |

| Another thing that seems to have come up in recent times, and I‘don"c know

_ bow these gr‘oundswells get started, is that with the retirement program--early
ret:rement prog-ram--there seemsAto be a feelmg that one day the present man-
agement of the Agency is going to 1eave the field and others are going to take over :'
and that this is goi.ng to cause a, quote, leadership crisis, unquote, God, I would
think you'd be glad to get rid of us.,. I have absolutely no feeling about leadership
crisis whatever. I would hope that. the Agency was going to be better led in the
future than it has been in fhe p'ast.‘ I would hope that as a result of the experience |

| that many of you have had growing up in this Agency, growing up in this work, |
getting the scars on your back for jobs done not jobs avoided, thati,\l%he future we
would have maybe a cooler, 'more sophisticated, and tougher leadership than we've
had in the past, I certainly hope so. But I can assure you I'm not spending one
minute of n'iy ti‘me Worrying about the leadership crisis. Somebody will come along,

In this general connection, I did want to speak a little bit in just a moment
here about some of the benefits and services available to the Agency employees
land their femilies'.A I assume you know about these, But nevertheless I think it
would be worth taking a ‘m.oment to run over sorfxe of them S0 that we're all square
about i’c.‘ S |
T.he Agency has developed ov?:r the years what Ihonestly believe is as oood
‘a program of its kmd as ‘exists in the Federal Government There are thOSe

L »-}.V_dwhO'saY_. it's me finest I happen to belleve these days that the elocution of this
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‘ _': country has become so shrill and so full of hyperbole that I would like to bring
miné down to something that I can stand by, I believe it to be a godd program.
Let's take our insurance prOgrém, for example, Our own hospitalization 4
f’plan is unique in that it :is tailored to our experience and needs. It offers
cémp’arable benefits.'.at a cost lower than our major competitor's and most
importantly claims vare processed by Agency‘personnel who provide a quicker
and more judicious settlement than is frequently the case when dealing directly
W1th the com yanies, In May of this year the Agency's term life msurance benefit
S 52 D6 ( XZ T
. Increased 80% at no additional cost, so that $15 per month now purchases
$36, 000 of insurance. The $3,000 insurance for each eligible dependent is
| an imi)rovement of 300% over the pfevious limit, again at no extra cost,
The Educational Aid_Fuhd was created to respond, at least in part, to
another employee need--to assist deserving children of Agenéy employees
in meeting some of the costs of a college education, In 1969 the Fuﬁd received
86 requests for financial aid and was ablév to award 34 grants of $500 each, ThlS
helped, of course, but we need to do more and we are now in the initial stages
of deciding how to go about seeking to raise at least $500, 000 from private dona-
tions, Such a financial base Woﬁld enable the Fund to increase the number of
'gran_tsk as well as the value of each grant, |
The Err;ployée Act.ivitjr“Association exists to provide employees with fhe
25)(9 oppor;unity to 4pa'rticipate in a variety of clubs and associations. Approximately
‘I:Iemployges.n.c.)vw_particip‘ate'in 45 ‘recreational clubs, ‘.have access to EAA's ,W
: tiéket servi;;e Which‘.'éccoﬁnted for $64, 000 in ticket sales in 1969 alone, and may

Iﬁurdhasé in the EAA'store various kinds of merchandise at discounts ranging up
' ‘ Approved For @Iﬁas‘eﬂ 003/10/22 : CIA-RDP84- 00780R004000060 09-5
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The Agency's Public Service Aid Society is an institution to which employees
gravely in need of financial help can turn for both counseling and assistance, At

the present time over $100, 000 is on loan without interest to 112 employees who

" had exhausted all other means of assistance and who confronted acute personal.

problems such as sudden death in the fa‘mﬂy or extraordinary medical bills,

Many of you are famﬂiar ;Nith the scope and nature of ‘assistance rendexred
in our retirement activity, The Agency's pre-retirement counseling program was
a pioneering effort in this field and preceded by several years the Civil Service

Commission's program. We make every effort to support and counsel the

| prospective retiree, not only in preparing him for the inevitability of retirement

but also to permit him to retire with security and with confidence in his future,

I doubt that many of you realize the amount of time the Agency spends daily

_ in providing compassionate assistance to employees and their dependents. Repre-

sentatives of the Office of Security,' Medical Services, and Personnel are on call

~ around the clock to respond to Agency employees and their dependents who have

problems. 400 callé per month are received on the Agency's emergency security
telephone extension, |:| and they include such difficulties as urgent medical
problems, missing persons, encounters with the.‘police, critical oeed for funds,
use of dengeﬁ:ous drugs, and overseas employee emergencies.; Since July of last
year the Office. of Medicel Servicee has offered to Agency employees an expanded
program of eonsultative Aservices. These include such speciaities as interoalA

medlcme, psychlatry, and clinical. and vocational psychology, Any employee

IS may, by virtue of a s:mple telephone call, arrange for the use of these services,
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- tence available in the Office of Medical Services may be of assistance,

y things and 1 fmd this as distressing as anything,
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The need for such consultation may arrive from the employee's health --
arise from the employee's health, a family medical or emotional problem,

- difficulties in job adjustment, or any matter in which the professional compe-

There are, of vcourse, other such programs which time does not permit
me to enumerate, And in any case, xto éimple listing adequately communicates
. what I believe to be the central message mtrinsic to all of these services; that
is, they are a consequence of the collegial spirit which abides in our organizétion
‘ “and the deep professional and persbnal concern which our employees have for one
another, -
AI i'ealize' that I've rambled a bit this morning. As I said at the outset, I'm
sorry we don't ha\te, or I'don't have the time for the qtzestions that I wanted to
have from the floor, But in light ofvthat, we'll try and set up another meeting
like this, or something like it, early on and in the course ofi this maybe I'll just 3
answer -qu'estiéns rather than giving any remarks at all,
I hope I'vei.cqvered some of the subjects this morning in which you're in-
| terested. Iknow that this country is keenly aware of the problems that it faces
and the unease that many of our citizens have about it, I must say that when I
read editorials saying thev great ptoblems which are tearing our nation apart,
' I.worrir about ther Ehnglish. I don't imagine the problems are tearing the country
o apart I Jmagme it’ s dlsagreement about the‘solutmns to the problems or some-
', thmg of th1s kmd that s tearmg the country apart. | o |

But we have a very ghb way, I'm afraid, these days of trying to deal with
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But in the world of intelligence and in this organization we don't have to be
: 'subject to all of fhe illnesses, if YOo want to put it that way, of our society,

| “ There's no doubt that the world of the 197G's is going to put us all to the test,
‘. I'm sure it's not going to be a test of survival; we'll survive, Mankind is going
to survive, But he's not going to do it without working and without working hard
at it. Problems of his environmehtv are far more troublesome as the years go by
than the worries about the 'atomic bomb and whether we're going to be blown up
and whether the ICBM has really stalemated existence as we know it, Idon't put
any credence in thatb at all.. .I think'man can hack it. What disturbs me is how |
hard is he prepared to work at. it.' |

Our problem is to face the life that we've got in front of us and stop groaning
about what it might be or what it -ought to be, Chaoges have got to be made., It
seems to me thet;s abundantly clear, But they're certainly not going to be made
in an atmovsphereof emotion and passion and people running around the streets
blowing things up and activities of this kind., I'm saying this to you because I

believe that the CIA by and large presents a cool, objective, and reasoned voice

_ in Washington, A.nd‘ 1 would like it to stay that way. Certainly escapism and
hand-wringing and apocalyptic language are going to get us nowhere, | They avail
no one of anything, | | |

Please ponder that, T

Plea.se let's stay on‘our 'course

Please let s not get over-exczted and over-swayed by the Cross-currents
of hfe in the world today. There is a reasonable course, a reasoned course,

And let s us set a good example by staying on it,
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